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PREFACE 


This paper is 4 report on By investigation of the 
pilet-study in Comptrollerehip being conducted at the National 
Naval Fedical Center, Bethesda, Maryland. I have concentrated 
upon organization and organizaticnal relationships in larga 
part Lecauge these areas próvicosd thé greatest contrast to 
the organization for Financial management found in other Wavy 
eedical activities, Where I have gone beyond this area it has 
been to reinforce My comments upon the basic area of orgueniza- 
tien and the functicnal responsibilities attendant in the 
positions of the Comptroller unit. 

In order to make this report meaningful to other 
than students of Financial management, I have attempted briefly 
to introduee the concepts of comptrollership and their develop- 
ment with particular esphasia upon the military services, I 
realize that I have raised more questione than I was prepsrea 
or equipped to answer; however, I have attempted to be as 
objective in my evaluation as possible and this objectivity 
in questioning organizational relationships can possibly 
provide Management at the Canter with points for reflection. 

I wish to take this opportunity to extend By apprecia- 
tion to Commander B. il, Hunt; Medicel Service Corps, U. S. 


Navy, the Comptroller and Mend of the Fiscal ane Supply 
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Department of the Center Command, Por allowing Pe te intrude 
upon his tie and orpanization in callecting the information 
used in this report. I alse wish to thank Mr. Jeck benders, 
the Deputy Comptroller, and the reweinder of the Cimptroller's 
staff for their invaludbie assistalica during the course of 


my research. 
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ChAPTER I 
INTRODUCTION 


Title IV of the National Security Act of 1947, 
approved by the President in 1949, among other fiacal ۵۲ 0۵۵ 
established comptroller organizations within the Department 
of Defense .* Entitled, An Act to Provide for the Promotien of 
Efficiency Through Establishment of Uniform Budder- 


Economy and 









and Fiscal Procedures and Organization, the bill directed 





the establishment of a Comptroller for the Office of the 
Secretary of Defense and a Comptroller in each of the three 
military Departments to carry out the objectives of the Aet. * 
The provisions of the Act were a direct outgrewth of the 
recommendations of the first Hoover Commission pertaining to 
the Xational Military Establishment.” The report of the 
Cowuuíésion contained recomaendatione concerning organization, 
policy, budgeting, aecounting, personnel, and integration of 


Hational Defense.’ hile net explicitiy recossending a 





rile IV, Public Law 216, Slat Congresea. 


Ibid. 


I commission on Organization of the Executive branch 
of the Sovernment, Public Law 162, 88th Conyreas. 


4 
Report Humber 8, House of Represerstativas Document 
84, Bist Congress, 
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2 
Comptroller organization, the report highlighted many dis- 
erepancies in the Military Establishuent thet Congress believed 
could best be remedied by a reorganization of the financial 
management organization of the Department of Defense and 
ite components. 
The Navy Training Publication, Financial Management 
in the Navy, cutlines as follows the tasks that faced the 
Department of the Havy at the tine of passage cf Title IV: 
(1) bringing together and integrating within one 
organization the various fiscal funetíons being 
performed at different organizational locations 
throughout the Department; 
(2) implementing funetions where relatively little 
progress had been made, such as internal auditing 
and the establishment of working capital funds 
at industrial or commercial-type activities; 


(3) improving policies and procedures in ell areas 
of financial managements and 


(8) placing increased emphasis on the analytical 
and interpretative functiona of comptrollershíp 
as a service to management. 
While Title IV did not direct the establishment of 
comptroller organizations below the Department level, imple- 


mentation of a full range of financial management practices 


throughout the Navy has brought into being organizations of 





committee Hearings on Senate Bill 1269 and 1843, 
and House of Representatives Report $632, culminating in 
Public Law 81-216. 


6 

Financial Management in the Wavy, (HavPers 167392-A), 
prepared by the bureau of Nava ersonnel, Navy Department, 
Washington, D. C., 2nd ed. 1962. 
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3 
this type down to the activity level. The Secretary of the 
Navy on 1 June 1950, directed the establishment of Cowptroller 
organizationa in all of the bureaus and major offices of the 
Hay y Department, On 18 Hovember 1953, the Secretary further 
previded procedures for the organization of comptroller acti- 
víties at major connands in addition to the organization at 
the Bureaus and Offices." The decision an to whether a 
comptroller organizetion shall be established at a particular 
field activity reste with the bureau charged with management 
responsibility.” The bureaus involved have each formulated 
separate regulations as to the procedure to be followed in 
establishing a comptroller function. In some cases the 
decision has been delegated to the commanding officers of 
field activities. In other cases the decision rests with 
the management bureau, but requests for establishment of a 
comptroller type organization are entertained from Field 
commanders. The Chief of Naval Operations, for example, has 
directed activities under his managenant control to establish 


eomptroller organizations when the commands meet a prescribed 





Secretary of the Navy Instruction. 


secretary of the Navy Instruction 5400.4 of 13 
November 1953, Subject: Establishment of Comptroller 
Organizations in Bureaus, Headquarters, Offices and Field 
Activities of the Havy and Marine Corps. 


Ibid. 
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10 Other commands 


criteria as to size and fiscal activity. 
under the control of the Chief of Gaval Operations are directed 
to determine whether a comptroller should be desiynated as 

« collateral duty or whether a full-time organization should 

be established. 3! The Bureau of Haval weapons hus established 
procedures similar to those of the Chief of Naval Operations 
for estabiishsent of comptroller organisations at activities 
under their management control,l? At the present time 
comptroller organizations have been astablished at all naval 
shipyards; all naval district headquarters; major naval air 
stations; naval ordnance plants, ammunition depots, and other 
ordnance field activities; navel supply centers, depots, and 
training centers; various research laboratories; sajor Military 
Sea Transportation field activities; and many other installa- 
tions.?? 


while the Bureau of Medicine aná Surgery has not 


issued instructions on the ewestablisiment of comptroller 





16 
OpMav Instruction 5450.61 of 1l June 1959, Subjects: 
Eetablishment of Comptroller Organizations and Functions at 
Naval Stations under the management control of the Chief of 
Naval Operations. 


Ibid. 





of Aeronautics Instruction 5451.1125 of 10‏ ار 
May 1957, Subjects Establishment of Comptroller Organizations‏ 
and Functions at Naval Aeronautical Shore Activities.‏ 


3 
Financial Management in the wavy, pe ll. 
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5 
organixations at ita field activities, a formal comptroller 
organization exists at the bureau level. The bureau has 
further attempted to direct its activities attention to the 
implications of comptrollership and require that within their 
means, the concepts of comptrollership be practiced in the 
day-to-day management of the financial affairs of the field 
activitien.l" The Bureau of Medicine and Surgery has granted 
authority to the National Naval Medical Center, Bethesda, 
Maryland, to conduct a one-year trial of a comptroller organiza- 
tion at that activity. Appendix A is a copy of that authority. 
This report will discuss the organization and functions of 
that trial organization and the benefits which have accrued 


to the Medical Center through its inatallation. 





Financial Management Kandbook, (NavMed P-5020), 
Comptroiler iureau of Medicine and Surgery, 
Department of the Havy, washington, D. C., 1361. 
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CHAPTER II 
DEVELOPMENT AND CONCEPTS OF COMPTROLLERSHIP 


The steted responsibilities of the comptroller are as 
varied as the authors who have written on the subject. There 
is a wide range of opinions both oa the functions of the 
comptroller ant the organizational relationship of the func- 
tions. There is a basíc consensus that the comptroller provides 
a staff service te ali echelons of management, but the methods 
whereby this is to be accomplished are numerous. Before dise 
cussing the comptrolier funetion at the tiational Naval Medical 
Center it might be well to investigate these various opinions. 

The mainstream of comptroller evolution flows directly 
from the accounting function as practiced in private industry 
through the yours, This outgrowth from accounting provides 
the base of the range of Sunctions knewn as comptrollership 
today. Organizations entitled "comptroller" exist today in 
industry, whieh are responsible solely for Keeping company 
books of — At the other end of the range there are 
senior operating executives, far removed from the accounting 


functions of the organization, that bear the title of 








l'hornton F. Bradshaw and Charles C. ull, 
Controllership in Modern Management (Chicago, illinois: 
€ 
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7 
omg Vouk bes: In víew of this wide range of orgenizational 
entitios the use of the word comptroller only to a limited 
extent describe the functions performed. 

The one factor in common to these various organizations 
is the dependence upon financial information to perform the 
functions assigned. in the case of the purely accounting 
assignment, fiscal data generated by corporate operations are 
the limits of tne function. Comptrollere at the other and of 
the range of funetions depend upon a variety of data, both 
internal and external to the corporation, to perform their 
aesigned responsibilities. While in the latter case purely 
financial information is not the sole concern of the comptroller, 
he attempts to provide a common denominator of fiscal sxpression 
to denote the impact of all factors upon the financial affairs 
of the organization. 

Another common range of functions observable in the 
organizational relationship of the coaptroller function is the 
degree of managerial participation performed by the person 
antitled comptroller. fhe pure accountant’s participation is 
limited to the statements of account provided to management 
while the top echelon comptroller is found performing an 
analytical function and rendering top management decisions. 

The viable organiaation will contain mest, if not all, of the 
comprehensive comptroller functions somewhere in the organiza- 


tion whether they are centralized ia a formal comptroller unit 





Ibid. 
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6 
or are performed in various separate units. tow the functions 
are organized is of lesser importance than whether the functions 
are performed; however, certain benefits are obtained by their 
close coordination. 
If we limit ourselves to considering the comptroller 

as performing a staff advisory function toe the organization 
and exclude the purely accounting comptroller as atypical to 
the modern concept of comptroller, it is possible te develop 
& fadrly representative group cf functions which can be labeled 
as comptrollership. Ohne author states "the collection, analy- 
eis, interpretation, and presentation of management information 
are generally grouped under the tera controller function. "9 
Another author indicates that, 

the controller who has achieved sanagement status 

performs the figure collecting, performance checking 

duties of the accountant but in addition he brings 

figures to bear where and when they will do the 


most gyood--within the management process and befcre 
the decinion is made, 


D. P. Jones looks at the comptroller function as consisting 
of two separate facets: the control aspect and the service 


aspect. Control includes the safeguarding of assets, 





3 
Russell li. liassler and Neil E. Harlan, Cases in 
Controllership (Englewood Cliffa, ©. Je: Prentice-Hall, 


NC.» 9 P. i. 






^y d. Bradshaw, Develoving Mer for Contrcllership 
(Boston, Mass.: Division of Research, Graduate School of 
business Administration, Harvard University, 1950), p. 7. 


P. Jones, "A Controller's Responsibilities,"‏ بب 
American Business (October, 1958), p. 62.‏ 
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9 

accounting systems integrity, and the budget control ayeten, 
while the service aspects include the furnishing of data to 
operating officials, compiling specific analyses on request, 
and providing decision alternatives upon request. ? while this 
author visualizes the comptroller as being separate from the 
aveounting function, ana dictating and controlling the various 
recoris that are maintained, there is littie unanimity in this 
concept even among those who see the comptroller as a top 
echelon member of management. Professor Mosher outlines the 
functional areas of comptrollership 43 including the following: 
accounting, as the core funesaion, including general and cast 
accounting and accounting policy; budgeting and budgetary 
control; internal auditing; reporting, statistics, and fore- 
casts, office service functions; tax returns, anc legal work 
in the financial field.’ These &pecific functions are con- 
sidered as the platfora upon which the broader role of the 
comptroller is performed in the area cf coordination, planning, 
and control.” 

The clearest statement by the Navy Department of the 


comptroller is provided by the Bureau of Naval Personnel in 


the training publication, Financial Management in the Navy.” 





6850 ۰ 


rrederick C. Mosher, Program Sudgeting (New Yorks 
Auwerican Beok-Stratfoprd Press, lnc., 19558), p. 200. 
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Financial Management in the Navy (NavPers 10792-A), 
prepared by the bureau o ava ergonnel, Navy Department, 
Washington, D. C., 2nd ed. 1962. 
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10 
It states that, “comptrollership isa that function of the total 
management job that deals with the financial areas of an 
organization--wíth those analyses, forecasts, records, reports, 
and procedures that have a bearing on the organization's 


financial status in relation to its mission or goa1, "19 


From these various concepts it is possible to develop 
a central theme of the function ef the comptroller. It is 
perhaps needless to say that cemptrollership is not synonymous 
with financial management. Financial management is a broader 
expression which encompasses diverse financial responsibilities 
throughout any organization. The comptroller performs a 
function within the total concept of financial manayement, 
but many other individuals are involved in this effort. 
Financial management is primarily a ton management responsibi- 
lity with various degrees of authority delesated to lower line 
and staff echelona. The primary delegation to the comptroller 
in the financial management area is the requirement placed 
upon him to provide top management with the information 
necessary to make financial decisions. 

The comaunication funetion is the essence of compe 
trollerahip. The comptroller verforms an information 
facilitating function to all echelons of management concerned 
with the financial affairs of the organization. He performs 


this function through the structuring and maintenance of 
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11 
financial lines of communication. Tha product of this service 
is factual inforaaticn expressed in monetary terms upon which 
management can make decisione on both financial and other 
Batters. 

T. F. Bradshaw notes that “a modern businesa of any 
substantial size cannot be managot intelligently without a 
continuous and organized flow of information about the 
environment in which it functions, its operating plans, and 


"ll And further, "it 


the actual results of its operations. 
is in organizing and maintaining this flow of information 
that controllership can make its most sipnificant contribution 
to executive sanagenent, "^" À more detailed expression of 
this aspect of the comptroller's function ís as follows: 

The more important and delicate tasks the controller 

must perform have to do with advising the president 

and other executives on the broad, over-all picture 

of the enterprise; coordinating basic plans and 

budgets; preparing and issuing special control reports; 

and standardizing methods of accounting and other 


procedures, Mote the predominantly ها‎ jya1 
character of each of these responsibilities. 3 


One of the most ioportant aspects of the conptroller's 
communications facilitating functions is the degree of 
coordination which is accomplished through the process, The 


day-by-day collection of facts and figures from the operating 





11 
Controllership in Modern Manayement, p. 47. 





12 rid. 





13 Arnold F. Each, "Control Means Action,” harvard 
Susinesg Review (July-August, 1954), p. 45. 
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organization and the integration of this data into managenent 
reports provide the comptroller with an intimate knowledpe of 
the organization. The acquisition of this detailed knowledge 
of the gqoalé and cbjectives of top management, combined with 
the resource information available to the comptroller, allow 
him te provide all echelons cf manayement with the information 
they need to know to successfully perform their operarions.** 

The specific organization for comptrollership depends 
upon the functional level upon which aanagezent wishes the unit 
to operate. As will be pointed out in the next chapter, 
comptrollership at the national Naval Medical Canter has been 
raised to an intermediate level in the terms of ranges of 
responsibility which have been presented. In order to limit 
discussion at this point there is disregarded the concepts of 
comptrollerghip which include the functions of actual decisione 
making on a top management level and that concept at the other 
end of the scale where the functione ínclude rcutine data 
collection only. 

Anderson and Schmidt present the “"Ldeal" comptroller 
organization, in the range of whieh we are speaking, as 
including the organizational sub-wntities of accounting 


operations, systems and internal audit, tax and other lesa) 





4 i ۱ 
x Bradshaw, Developing Men for Controliership, p. 15. 
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13 
reporting, and budget analysis--forward planning.!* Tax 
reporting can immediately be eliminated because of the 
military context cf this report. The other facet of this 
function, "other legal reporting," should properly remain 
as a functional area of military comptrollership. Aa has 
been indicated above, accounting operation as a functional 
area of comptrollership is open to discussion and will be 
treated later in this report. The same is true with regard 
to the organizational arrangement for both systems and internal 
audit. Perhaps tha only areas of substantial agreement are 
those of budget, analysis, and forward plannins--these meet, 
without question, the informational cheracter of comptroller 


work. 





y 
avia Re Anderson and Leo A. Schmidt, Practical 
connettere io (Revised Edition; Homewood, Illinois: 
ichard ° rwin, Inc., 1961), PPo 99-101, 
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CHAPTER III 


ORGANIZATION OF THE NATIONAL NAVAL 


MEDICAL CENTER 


The National Naval Medical Center ix composed of 
seven component commands and the Center command. The component 
commands derive their status from specific program objectives 
cf the Navy Medical Department. The seven component commands 
are: the Naval Hospital, the Naval Medical Research Institute, 
the Naval School of Kospital Administration, the Armad Forces 
Radiobiology Research institute, the Naval Medical School, the 
Naval Dental School, and the Navy Toxicology Unit; each is 
organized along departmental lines under the direction of a 
Commandiny Officer or an Officer=in=charge.? 

The Center Commander provides a coordinative function 
for the components through command direction and the provision 
of staff facilitating services. The basic organisation of 
the Center command is with dapartaentai lines reporting to an 
Office of the Commanding Officer. This Offios consists of the 
Commanding Officer, an Admiral in the Medical Corps of the 


Navy, and a Deputy Commanding Officer who is also a member of 





! anual Gf the Necical Department, U. S. Navy, (P-117) 
(Washington, D. C.: U. S. Gevernment Printing Office, 1952), 
Chapter 13, Section 1. 
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15 
the Hedícal Corps, and who, while performing these duties 
collaterally, is the Commanding Officer of the Maval Hospital 
command. The Administrative Officer, the third member of the 
Office of the Commanding Officer, a member of the Medical 
Service Corps of the Navy, performs the dual function of 
Serving as a stafi advisor on administrative matters to the 
Commanding Officer of the Center and overseeing the staff 
administrative departments of the Command. @ 

In addition to the staff departments organized within 
the Cantar Command, various special stanciny beards and 
committees, along with special staff advisore, report to the 
Office of the Commanding Officer., Amony others, tne Comptroller 
is in the category of special staff adviser. Frequently these 
advisors have additional duties within the organization, such 
as department or diviaion heads, placing ther in a position 
of having dual access to the Office cf the Commanding Officer. 
As we shall see the Comptroller as haad of the Fiscal and 
Supply Department is in this category. The practical purpose 
of this dual arrangement is to provide the special assistants 
direct access to particular members of the Office of the 
Commanding Officar in wattere concerning their ataff capacity 
rather than followiny the circuitous routes of the "chain-e-of~ 
command.” 


The departmente of the Center Command, as stated 





Ibid. 
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before, provide staff facilitating services both to the 
Center Cormand and the component comaandg, These staff 
services may be described an either of an advisory or a 
logistic nature. Appandix 8 lists these service departments, 
but for the benefit of readers who are unfamiliar with naval 
hospital organizations it might be weli to define the duties 
of various of these organizations which wiht be considered 
as having obscure titles. The havy Exchange Department, for 
exageple, is concerned with the retail sale of personal come 
modíties or servicea on an individual basis to persons 
authorized by Navy Regulations, The Special Services Department 
provides welfare and recreational services beth to the hospital 
patients and to the staff. The Operating Services Department 
provides staff services in various categories, such as house- 
keeping, elevator and laundry services, supervision and 
direction of custodial and linen services and control.? The 
titles of the other departments are self explanatory for 
purposes of this report. Appendix #, The Organiaational Chart 
of the National Naval Medical Center, provides a graphical 
presentation of the organisational arrangement of the Command. 

The financing of the missions of the various component 
commands is accomplished from funde provided by allotments to 
the Center Commander. These direct allotments are awarded to 


the command from both the Operation and Maintenance, ۷ 





organization Hanual, National Naval Medical Center, 
Bethesda, Md., 1961, p. 121, 
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appropriation and the appropriation for Pesearch, Development, 
Test, anc Evaluation, Navy. In addition, Reimbursable Work 
Orders are issued From time to time for specific work projects 
to be accomplished by the Center for activities not designated 
in the wording of the basic allotments. The Center Commender 
directs specific funds to the component commanders as program 
manapars for their raspective activities., This targeting of 
funds does not relieve the Center Cossancer of hie personal 
responsibility for the acts of his suberdinatey in the use of 
these funds; however, it does provide the proyran managere with 
the means to accomplish their desiznatea missions, The 
Comptroller, as the appointed administrator of all funds awarded 
the Center Command, is responsible to the Center Commander for 
insuring that the application of funds is in accordance with 
the laws and regulations pertaining to appropriated monies." 

The Center Commani and its component commands are 
presently financially supported by seventy-five separate 
allotments, project orders, or work requests, ali flowing 
through the Center Command, accounted for by the Fiscal 
Division of the Center, and administered by the Comptrollar. 
Total funds involved approximates twelve to fourteen million 
Gollare with statistical charges of about four million dollars 
each year for military pay. About three million collars of 
the actual financed funds are allotted from the Navy Research 


and Development appropriation, while reimbursable work orders 





“National Naval Medieal Center Instruction 7600.2A 
dated 30 dune 1982. 
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18 
provide an additional one to two million dollars. The remainder 
of the funds ia provided from Operation and Maintenance, Navy, 
to support the basic mission of the command. 

The Comptroller oryanization at the Medical Center 
was established on the first of July, و1962‎ as a pilot study 
by The Bureau of Medicine and Surgery. This establishment 
resulted from thu request cy the bureau for suggestione as 
to means to iAaprova financial management at bureau controlled 
activities. Tha original intention was that the Comptroller 
organization would be separate from the Fiscal and Supply 
operation to allow the Couptroller to dsvove his undivided 
efforts to the functions of budgeting, planning, analysis, 
and review. Prubleas of staffing prevented thia frow being 
accomplished, sc the Comptroller remains as the Head of the 
riscal and Supply Department, with the intention that the 
functions will be separated upon approval of the Jureau for 
continuation of the program on e permanent esis.” At this 
time the Comptroller organization will function solely as s 
special assistant to the Commanding officer's Office with 
line administrative responsibility only for the contained, 
comptroller organization as presented in Appendix ú, A more 
complete visualization of the present organization, with the 


complex and diversionary responsibilities of the Comptroller, 





§ 
National Naval Medical Center, Nethesda, Md., letter 
5400, Serial 6130, dated February 15, 1962. 
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15 
is provided by Appendix C, an organization chart of the 
combined Comptroller-Fiscal and supply Departament. The next 
chapter will discuss the organization of the Comptroller's 


office in detail and proviaoe a functional breaxduwn of theat 


organization. 
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CHAPTER IV 


ORGANIZATION AND TUNCTIONS OF 


THE CLRTER ComNETKOLLER 


The Comptroller, às a member of the Center Command 
staff, is charged with the reeponsibility of providing a 
continuous, welleorganized and complete staff service of 
factual information relative to the financial affairs of 
the Medical Center. As a staff service it includes the 
technical guidance and coordination of budget formulation, 
preparation, and execution; the devalopment of data collection 
systems for financial progress reporting and objective program 
performance analysis; and the maintenance of a program of 
internal review and assistance.’ The basic responsibility of 
the Comptroller, as outlined by the Consanding Officer of the 
Medical Center, is to assure that the requirements for sound 
financial managenent of the Center Command and its component 


commande are followed . 





Naval Medical Center, Bethesda, Maryland;‏ و بط 
Instruetion 5490.5, dated 25 June 1962; subject: Comptroller‏ 
Organization at the National Naval Medical Center, Bethesda,‏ 
Maryland.‏ 
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The organization for comptrollership at the Medical 
Center is based upon the two general functional areas of 
financial analysis and internal review. As we shall see, 
these are not limiting functions but broad areas of responsi- 
bility which encompass many areas of caomptrollership as 
described ín the previcun chapter. The two core areas provide 
the basis for the comptroller funetions as described in the 
Commandine Officer's astablishning instruction," 

Appendix C, the organization chart of the Comptroller- 
fiscal and Supply Department, revaals the unicue arrangement 
which presently exist. It depicts the functional relationships 
of the Comptroller with the various resources anc data generatin 
divisions of the Fiscal and Supply Department., The closed 
circle relationship: indicated by the dotted line between the 
Deputy Comptroller and the liscal Division ís unusual, but ít 
serves a useful interim funotion of providins ccntínuum in 
the transitional period. As stated before, the lack of a 
complete break between the fiscal functions aná comptroller- 
ship was dictated by staffing requirezents. The establishment 
ef the pilot study included the proviso that the staff of the 
Comptroller be obtained from presently existing positions 
with no addition to manpewer ceilíngs. The reorganization of 
the department required essential upproding of employees and 


à program of cnethe-job instruction of new position holders by 
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members of the Comptroller's group. This was particularly 
the case with the Deputy Comptroiler, whe hud been the head 
of the Físcal Division. 

What may be another agvantage has develcped from 
thie arrangement. With the decisiva to leave tne fiscal 
functions in an organization separate from the Comptroller 
unite-wan arrangement discussed a6 controversial in Chapter I1-- 
there has been no immediate news to test the efficacy of the 
Comptroller's responsibility for prescribing accounting 
systems. I believe an abrupt split of the functions would 
have placed a strain upon informal organizational relationships 
that only stern measures could have resolved. As it has worked 
out, there ig a smooth transition taking place with the various 
8ub-functions of accounting systens design, operation of the 
systems, and the reporting of financial performance each falling 
into its designated organizational positions. 

The basic instruction establishing the Comptroiler 
organization notes the complex nature of the operations of 
the Center, and its component commanda and the requirement fer 
the Center Commander to have analytical information that treats 
the Command as an integrated whele rather than 48 a group of 
separate parta,” As a supplier of this type cf information 
to top management, the Comptroller organiaation ia designed aa 


a functional entity directed toward this analytical objective. 








°Ibid., p. 2. 
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23 
More specifically, the financial analysia segment of the 
orgenizatíon is devoted entirely to this function, with tha 
internal review segment providing support to tha analytical 
tasks through its Gystems review and design facilitating 
functions. 

The financiel andlyain function ia verformed under the 
direction of tha Comptroller and his Deputy in a Branch 
division of the Comptruller unit. Formilly entitlel the 
fudgetary and Program Performance Analysis Division, the unit 
contains two civilian positions, one designated as Sudget 
Analyst and the other as Statistical Clerk. Only one position, 
the Budget Analyst, is occupied at the time of this writing, 
but the other, is actively being recrvited. As is the case 
throughout the organization, the full furnctionins of the unit 
has been lampered by the transitional requirement for the 
Budget Analyst to provide instruction for her replacement in 
the Fiscal and Supply Division. This requirement has largely 
been resolved anc the primary functions of the unit should be 
more actively engazed in as each dey passes. 

The overall functional description of thè Budgetary 
and Program Perfornanca Analysis Division specifies that the 
unit develops und recommends reporting syotems for collecting 
and integrating, cost and work weagsarenent (workload and sane 
hour) data to facilitate staf! analysis of the effectiveness 


of money, material, end manpower utilization.) The specific 





Change I to the National Naval Medical Center Organiza- 
tional Manual, National Haval Medical Center Instruction 
$400.1C, p. 137. 
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24 
task assignments for the Head of the unit include: 


(a) Provides guidance and instructions for the 
preparation of the commands budgetary ۵1 


(bd) Reviews budset estimatas submitted by commands 
or departrents, and recommends approval, revision, 
or disapproval of itehs or estimates to the 
Commanding Officer. 


(c) Assist in preparation cf commands! and 
departeent's vbudvet estimatas and justifications. 


(4) Prepares cperating budwet reflecting aprreved 
program plans and schedules. 


(a) Controls fund authorization te the Center, and 
recowsencs revisions, sedifications, or reprocrauming 
as appropriate to higher authority. 


(f) Recomaends allocation of civilian personnel 
to departments and preyrues within the Center. 


(4) Reviews program performance against the 

funding plan, analyzes overhead variances and 

other Geviations therefrom, and recow^enrds rowedial 
action where appropriate. 


(h) Examines workload, cost, ànd personnel utilization 
trends and analyzes variances from plans; recommends 
remedial action, if eppropriate, when variances 

are excessive. 


(1) Initiates plans for the control of commitment, 
Obligations, and expenditure of Center funds; recon 
aenda appropriate internal reports to show cate of 
progress in utilization of funda. 


(3) Prepares charts, praphs, and cther recurring 
progress reports which reflect sthtus of major 
programa fur distribution to top Center sanagenentz 
singles out and highlíchts problen sreas. 


(k) Provides ea central review And coordination 

point fer data and reports concerning financial san- 
spenent, personnel utilization, Center's performance 
related to man-hour or dollar planning estimates or 
to standards, and work ressuremant. 


(1) Monitors the operation of the Work Meagurenent 
Program and prepares summary work measurement 
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report 8 both Fhe Cunter'« ade Adi Iur هدم د هرې‎ 
tu Wu waq , 


(m) Assiste tho Comptroller in justifying the 
Centar'a budgut o4fora higher echelon reviewing 
authoritiào.‘ 
The direct responsibility fur these aassigmaents is to the 
Deputy Comptroller. 

The describe resvonaibilities are quite sophisticated 
in relationship to the organization as it presently existss 
however, the responsibility assivnments are attainable and 
should be realized as the life of tie organization in extended. 
A step by step dmplementation of the various functions is 
taking place as the total concept of comptrollership is being 
recognized at the Center Command. There is still en over- 
*mphagis upon reports required external te the command. These 
may be considered only a5 supplementing, the information pea- 
quired by local management and are mainly historical in 
nature, proviuins Little *real-tian” operational data for 
management. Interestingly eneupn, most of the vine required 
for preparation of these external reports can be described 
as devotat zro compilation of figures developed outside of the 
Cosptrollen organization. The conpilations are largely routine 
and lend themselves to machina programming which is beyond the 
capability of the tabulating equipeent presently inetalled at 


the Command, but it is well within the capability of the next 
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Ibid., ppe 137-138, 
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28 
aeration eqalpaent planse fbr thë gotivity. 

Kuen of the inturnal enelyzim, end ceporting yet to 
be developed within tle ncope of the budgetary and Program 
Performange Anelysis unit will no doubt also lend itself to 
machine routinization. The virtue of the unit's slow develop- 
ment ey well be that systess analysis can parallel the 
institution of new procedures, It ia in tha financial analyais 
area of comptrollership that the greatest segree of flexibility 
is called for because of the varying nature of demandas for 
information. The concurrent cevelopsent of machine programa-- 
the play-back between developing procedures and systems 
analysis--should avoid the natural tencency to set the analysis 
funetion ín concrete. A recommendation that I would make in 
this area is that systees analysis, with « view towaré the 
development of machine applications, pe integrated with the 
design of the analytical functions of the unit. It is this 
section, the Budgetary and Program Performance Anaiyols unit, 
which has the greatest potential for becoming tihe core ef the 
information system of the whole command, 

The full developrent of the functions of tie analysis 
unit depends wron the formation of useful standards of measure- 
ment of the varying activities of the Command. This is one of 
the greatest spess of concern to the Comptreiier, both in his 
anelytical and internal control responsibilities. There is 
nO ready solution to this probiaa, but it is being actively 


worked upon both within the Command and at the bureau level. 
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The other major function of comptrollership as 


practiced at the Medical Center centars upon the organizational 


unit entitled the Internal Review and Fiscal Systems Division. 


The 
the 
the 


are 


general assignaent of responsibility to the unit specifies 
performance of special analyses in comptroller areas and 
rendering of assistance ir correcting deficiencies which 


revealed by formel audits, reports, analyses, observation 


or other means. The direct responsibilities are listed 


as follows! 


(a) Cenduets studies, makes recommendations, develops 
where necessary, and assists in the installation of, 
locel systems and procedures designed to improve the 
Center's financial management, This includes adapta- 
tion of prescribed BuMed or NavCompt proceduren to 
locai situations. 


(>) Develops and supervises programs of internal 
acecunting control, including programs for admini- 
strative spoteverification of labor and material 
distribution cr other accounting transactions as 
necessary. 


(c) Provides ag necessary for reconciliation of 
interrelated records maintained in the Center's 
departments. 


(4) Assists in conducting audits of the Center's 
Nonappropristed fund activities. 


(e) Renders assistance in correcting deficiencies 
which are revealed from time to time by internal 
audits conducted by the Comptroller cf the Navy 

and General Accounting Office, or by reports analysis, 
observation or other means. 


(f) Maintains liaison with, and provides assistance 
to internal auditors of the Comptroller of the Navy 





8 
Ibid., De 135, 
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and General Accounting Office assigned to perfora 
continuous or periodic audits. 


(g) Coordinates preparation, review, and maintenance 
ef Comptroller Department instructions and the 
Center's instructions on financial management and 
makes recommendations for changes thereto. 

The described position more specifically is responsible 
for internal reviews of fiscal procedures and related inforna- 
tion systems. The more apt description of the function is 
internal auditing and design of fiscal related systems; how- 
ever, the use of the word audit es a description of functional 
activity is severely restricted by the Secretary of Defense, ^® 
The Department cf Defense does provide for review activities 
below the Department level when these activities are designed 
to serve as "trouble shooters" to make special analyaes in 
comptroller and other areas, and to assist in correcting 
deficiencies which are revealed by audits, reports, analyses, 
observations or other neans,?4 Semantically, the expression 
"paview" carries a broader connotation than the term, audit, 
which implies a more explicit, disciplinarian function. For 


our purposes the expressions, review and audit, can be 


considered as synonymous. 





9 
Ibid., p. 135. 


Department of Defenwe Directive 7500.2, dated 
Auguat 7, 1957; Subject: Department of Defense Audit 
Policies, p. 2. 


1( ون‎ of Defense Instruction 7600.3, Gated 
January 13, 1958; Subject: Department of Defense Audit 
Activities, p. 6. 
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The Internal Review and Fiscal Systems Division 
includes but one civilian position at present, with plans 
to expand the section to two, a Head of the Division and an 
Assistent. The Division reports directly to the Deputy 
Comptroller. The present situation is unique in that the 
incumbent of the position as Head of the Division had experience 
ae a Navy Hospital Finance Officer during World war II. The 
position was recruited for outside of the Command so that the 
incumbent had no previous experience with the specific organiza- 
tion, nor does she have any binding instructional ties to the 
Fiseal and Supply Department. I would not propose that the 
recruiting pattern in this case serve as a model for another 
activity. The probability of obtaininy an ex-finance officer, 
with experience in hospital systems, is highly remote. 

The actual performance of reviews commence with a 
directive from the Comptroller specifying a particular area 
to be reviewed. The extent of the study and any imposed 
limitations or special points of reference are included in 
this directing memorandum. The reviewer refers to the standing 
directives pertaining to the area to be studied, preliminary 
to the actual on-site survey. During the course of the review 
the systems and procedures actually being followed are observed 
and pertinent documentation collateral to the function are 
audited, Polìowing the on-site survay a memorandum to the 
Comptroller is prepared vutlining the findings and any proposed 


recommendations. The Comptroller, in turn, comments on the 
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findings in formal or informal reports to the Office of 
the Commanding Officer and to the command or department 
involved. A follow-up survey is an integral part of the 
preseribed procedure. 

The Internal Review and Fiscal Systems Division 
prepares procedural manuals which incorporate the findings 
of reviews conducted within the Comptroller-Fiscal and Suppiy 
organization. These manuals are designed to assiat personnel 
involved in the various functions. Collaterally, these manuals 
provide a point of reference for future systems and procedure 
analysis. Functional reviews, to date, include surveys of the 
collection agent function, the commissioned officer's ness, 
the telephone office, and the shop store. Systems reviews 
performed, include: the staff and outepatient reports; the 
controlled maintenance program; and fiscal systems. These 
reviews have been comprehensive and appear to add a decided 
measure of control to the management functions of the entire 
organization. 

The organizational design of the Internal Review 
and Fiscal Systems Division has proved to previde a high 
degree of compatability between the two functions of review 
and fiscal systems design. The reviewer's follow-up recon- 
mendations on systexs improvement, as Approved, provides a 
basie for the re-designing of the system. Again, thie is a 
peint of considerable controversy--the Institute of Internal 


Auditors believe that because of the need for complete 
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objectivity, the internal auditors should not develop 
procedures which they would be expected to review and 
appraise. ^? Because of the newnesa of the Comptroller organiza- 
tion at the Medical Center, it remains to be sean whether the 
advantages cf the procedure outweigh the disadvantage noted 
by the Institute, 

This gives rise to another notable feature of this 
facet of the Cemptroller organization. The present description 
of the position, Head of the Internal Review and Fiscal Systeme 
Division, provides that the subject of the reviews will be 
broad in nature, and that the only qualification for evaluation 
of a function will be the feasibility to reduce them into a 
dollar value. This is interpreted to include persennel, 
labor, utilities, supplies, material utilization, and material 
concepts. In the fínal analysis all aspects of the organization 
are subject to review under this mandato. One should not 
presume to criticize this theory as there are those with the 
concept that comptrollership is all-inclusive; however, the 
power dynamics of the particular situation must be determined 
to insure that the sanegerial value of the comptroller function 
is not lost in the political scuffle. 

If one may use the expreasion, “maintenance of 
organization," as including the separate disciplines of 


internal audit, management analysis, and systems and procedure 





catewant of Responsibilities of the Internal‏ د 
Auditor (New York! ¢ Institute of internal Auditors, Inc.,‏ 
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32 
analysis, it is possible to view the particular situation as 
it exists. At the Center Command, a collateral duty of the 
head of the Data Systems Division of the Fiscal and Supply 
Department, is Special Assistant to the Office of the Cosmancing 
Officer in matters pertaining to inereasing management effi- 
ciency. This division is shortly to be reorganized as a 
department entity separate from the Comptroller and the Fiscal 
and Supply Department. Because of work-load factors the 
Special Assistant has limited his activities to systems and 
procedures analyses that are related to proposed machine data 
implementation. These studies have generally resulted from 
requirement imposed upon the command by external sources. There 
has been no attempt to extend the activities of the function 
into the more general areas of "maintenance of organization," 
or to go beyond the standard methodology of systema and proce- 
dures aimed at determining the Feasibility of machine 
application. 

Of course, each separate department and command, 
within the manager's responsibility, is performing the 
rudiments of "maintenance of organization" on an, as needed 
basis, but there is no coordinative agency activity which 
crosses departmental and command lines. This vacuum will very 
quickly be filled by the broad mandate of the Internal Review 
and Fiscal Systews Division of the Comptroller's organization. 
Just how far this extension of activity will proceed will 


depend upon the individual personalities involved. A present 
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abdication of responsibility will not necessarily prevent 
ئی‎ re-evaluation of the scope of assignment at a later time, 
with a consequent disruption of the organization. THe broad 
subject of operational auditing or managezent review should be 
a matter of concern to management now, especíally in the 
hospital environment of inoreasíng costs and dollar limitations. 
iíaving largely limited thie study to the Comptroller 
organization it iə impossible for the author to make a specific 
recommendation on this subject. The Center and itu component 
commands have considerable management talent available with 
backgrounds in the various disciplines concerned with opera- 
tional analysis. The method whereby this talent could be 
organized to deal with organizational and procedural studies 
and not neglect either the professional or adwinistrative sides 
of the house is a thorny question. As the epitome of Navy 
clinical and research medicine the Medicai Center has the 
responsibility to pioneer in this area. How this activity 
lea to be organized should be the result of considerable research 
and study with consideration of the various methods presently 
being utilized by governmental agencies and private industry. 
As stated befors, this problem is beyond the scope 
of this study and is of interest only because of its implica- 
tions to the Comptroller organization of the Center, There 
can be no question that the Comptroller is vitally concerned 
with management improvement, if for no other reason than the 


more efficient consumption of resources that may result. 06 
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3" 
immediately, he is concerned with the management controls that 
the organizational systema afford and, even more directly, with 
the establishment of management standards, The Comptroller 
should be a key member of any organizational arrangement that 
is established to provide management improvement services to 
the Command. 

One may be excused for a somewhat wide digression from 
the subject at hand, the Internal Review and Físcal Systems 
Division. Two other areas of responsibility that should be 
discussed are the subjects of audits of non-appropriated funds 
and the responsibilities that attach to the position in the 
matter of external audits. The audit of non-appropriated funds 
are conducted by audit teams appointed by the Center Commander. 
The subject of these audits are mainly protective in nature and 
result in a formal report to the Commanding Officer. The Head 
of the Internal Review and Fiscal Systems Division is respon- 
sible for planning, organizing, directing, and coordinating 
Of these audits, anë the division has a further responsibility 
for interpreting the results of the audit for command 
consideration, 

External audits and inspections of the command arise 
from three main sources; payroll, comprehensive, and special 
audits by the General Accounting Office; similar audits con- 
ducted by the Comptroller of the Navy through the Area Audit 


Offices; and, inspections condueted by the Inspeator-General 
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of the Navy and the Bureau of Medicine and Surgery. ^? The 
responsibilities of the Internal Review and Fiscal Systems 
Division in these audits and investigations includes the 
preliminary procedures necessary to prepare the activity for 
the scheduled visit. During the course of the audit or 
inspection the Division coordinates data for the team and 
arranges schedules to insure the availability of personnel 
and records. The division, further, coordinates follow-up 
action on the audit or inspection recommendations. As the 
person most familiar with the overall control system of the 
Command, the head of the division is the most likely person 
to provide this coordinative function, It was only in the 
latter portion of my study that the first visit by an audit 
team was conducted since the assignment of these responsibili- 
ties. At the time of thie writiny the audit by a Navy Area 
Audit Office ia still in progress, and while it appears that 
the division is providing a valuable cantribution to the 
success of the audit it would be premature to attempt an 
evaluation. 1 might mention that the head of the division 
is preparing the weekly report to the bureau of Medicine and 
Surgery on discrepancies noted by the audit team, 

The position of Deputy Comptroller carries the billet 


títle of Administrative Special Assistant to the Comptroller. 








13 iaanciAl Management Handbook (washington: Department 
of the Navy} Bureau of Medicine and Surgery, 1961), Chapter V, 
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It is a civilian position, and, as mentioned before, it is 
occupied by the previous Head of the Fiscal Division of the 
Fiscal and Supply Department. This previous position is 
comparable to the senior civilian billet of any Naval ospital, 
Fiseal and Supply Department. 

The general functional duties of the Deputy Comptroller 
include the responsibility to the Comptroller for the direction 


and coordination of all matters pertaining to financial 


1% 


nanagement within the Medical Center complex, The specific 


functions includa: 


(a) Reviews and analyres planned personnal and 
workload to coordinate financial estimates with 
personnel and workload, 


(bh) Develops financial estimates for the operation, 
maintenance, and improvement of the station from 
the overall standpoint, and in relation to the 
assigned mission of the Centar, emphasizing balance 
among work programs, functions and departments, 

and emphasizing continuity from year to year. 


(c) Develops aiternative financial plans for 
possible varying levels of Center activity, work- 
load, and financial support. 


(d) Analyzes the effect on financial and manpower 
requirements which will result frox any echanges 

in organization or mission and tasks of the Center; 
makes appropriate recommendations for necessary 
changes in funds and manpower allocations. 


(e) Develops forms and general guideline instructions 
for submission of bucget estimates by Component commands. 


(f) Coordinates the various phases of estimate prepara- 
tion to insure compliance with basic policy, adherence 
to approved program plans, coverage for all functional 





14 
Change I to the Hational Naval Medical Center 
Organization Manual, p. 133. 
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&reas requiring funding, and maintenance of 
established time schedules. 


(py) Reviews Commands and department budget 
submissions for validity of backeup data and overall 
balance between dollars, personnel, facilities, and 
workload; consolidates submissions into an overall 
Center budget; and recommends to the Comptroller 
approval, revision, or disapproval of individual 
items included in the consolidated budget. 


(h) Reviews and analyzes unit-cost criteria used 

in developing financial requirements in relation 

to planned workload, 

(i) Directs preparation of exhibits, charts, graphs, 
and other visual presentations to support the budget, 
and consolidates Center budget submission. 


(j) Assist the Comptroller in justifying the Center 
budget before nigher echelon reviewing authorities. 


(k) Recommends to the Comptroller initial allocations 
of funds and civilian personnel ceilings to Center 
Commands and departments, and revisions thereto, 
based on workload, planned programs and work measure- 
ment statistics. 

(1) Prepares general instructions for determination 
of the propriety of charges to the various Center 
funds. 


(in) Determines applicability of Center funds to the 
various work projects. 


Perhaps the most important specific function of the 
Deputy Comptroller, and one that was mentionad earlier in 
this chapter, is the responsibility for the design of fiscal 
accounting aysteme. As stated previously, it is in this area 
that considerable difficulty could be encountered if the full 


cooperation of all areas of the orpanization are not attained. 
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Ibid., pp. 133-134, 
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38 
It is recognized that, in spite of the fact that all directives 
pertaining to aceccunting systems are issued in the name of the 
Commanding Officer, the day-toeWday relationship required in 
the implementation and interpretation of systems directives must 
be maintained within an aura of mutual dependence. The direc- 
tion of accountin; information systems are perhaps the sole 
operational duty of the Comptroller in the strict sense of the 
phrase, but it is upon these same systems that the validity 
of the Comptroller's analytical responsibilities rest. without 
a responsive data collection system tha Comptroller's advisory 
function is inoperable. 

The Deputy's responsibility for design of accounting 
nystems is actually twofeld in natura: on the one hand he 
designe systems for internal reporting and on the other he 
interprets policies external to the command that pertain to 
reports required by outside activities. The integration of 
these two separate requirements are often a complex process. 

The other broad category cf responsibilities of the 
Deputy Comptroller are in the area of management improvement. 
These responsibilities are performed through the seans of 
consultive service to management. The separete commands 
responsibility for the fiscal performance of their activities 
requires the interpretive services performed by the Comptroller 
and his Deputy. In practice the Deputy advises and consults 
with the commands on the budgetary and financial aspects of 


major program plans, and participates in evaluating the 
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effectiveness and efficiency of program operations in 
relationship to goals and objectives implied by budget and 
program planning. This service insures the command manager's 
awareness of operating costs and specific problem areas that 
are developing. Some of the more formal aethods used to 
promote this awareness are discussec in the next chapter. 
Informally the process of advising management as to the impli- 
cations of financial decisions is a continuing process of verbal 
communication between the commands and the Office of the 
Comptroller. Thia consultive service is in many ways an 
educational process designe. to stimulate management interest 
in better methods of financial eanagement and improve the 
techniques that lead to more economical performance of 
activities. 

In addition to these specific responsibilities the 
Deputy oversees the operations of the suberdinate branches 
of the Comptroller's Office and has overall responsibility 
for the functions perforned by the two branch heads. ile 
provides a "linkingepin® function between the inner direction 
of the subordinate functions of the Office and the necessarily 
outward orientation of the Conptroller, 

The Comptroller's executive duties are made up of 
three parts: he coordinatea the financial management activities 
of the Canter and component commands and acts as an advisor to 
the commands on financial matters; he is the fund administrator 


of the command and in this respect acts in the name of the 
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Commanding Officer; and, he is responsible for the establishment 
and proper functioning of the activity accounting systens 

to provide sound financial management +6 Another statement 

of this tripartite responsibility is provided by the basic 
Center Instruction concerning financial manapementt 


The Comptroller is designated to administer all 
appropriated funds authorized for the National 

Naval Medícal Center and is responsible to the 
Commanding Officer for their use in accordance with 
all applicable laws, regulations and administrative 
orders, as well as the requirements of the Commanding 
Officer. Further, the Comptroller is responsible 

for effective accounting procedures and controls 

for internal management that 1113م‎ assist the National 
Naval Mediceì Center in its mission. Additionally, 
the Comptroller shall be responsible for the sub- 
mission of all budget and financial plans to the 
Commanding Officer via the Kudget Advisory Council 

to ensure continued rigoal integrity of the National 
Naval Medical Center. 


The personal responsibility of the Commanding Officer fer 
funds allotted to the Command is well established. In 
operation it is impossible for the Commanding Officer to 
exercise personal control over each act cf a subordinate which 
results in an obligation or commitment cf appropriated funds. 


The Fund Administrator, under his appointment by the Comaandiny 


Officer, is responsible for the use of the funds in accordance 





Po 131.‏ رہہ 


7 

National aval Medical Center, Bathesda, Maryland; 
Instruction 7600.2A, dated 30 June 1962; Subject: "Financial 
Manapement": p. 2. 


1b i avy Comptroller Manual, Office of the Comptroller, 
Navy Department, Washington, D. C.; Volume 3, Section 032002. 
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19 A further extension of thís 


with applicable regulations. 
responsibility is the requirement that the Comptroller, as 
fund administrator, assign operating funds as target allowances 
to the various Program Managers, ١ 
The three phase responsibilities of the Comptroller 
are unalterably linked. without the prerogative to design 
the station accounting system the Comptroller could not hope 
to perform his functions as fund administrator. The assignment 
of funds to a program manager requires «a system of review of 
activity performance with these funds and the rendering of 
an advisory service to the operating managers. The Commanding 
Officer's responsibility for the overall operation of the 
activity requires a coordinative element in the financial areas 
of the operation. The Comptroller cannot be described as the 
financial manager of the Center but as tha coordinator of 
financial management activities. tis basic functions are the 
core of the radiant financial management activities of the 
Command. 
The various units of the Comptroller orgeníization 
best describe the functioning of the comptroller activities. 
The processes performed by the separate units provide the 


Comptroller with information on the financial affairs of the 


activity and the character of financial management. The 





19. bia., Section 03003. 


20 national Naval Medical Center; Instruction 7600.2A, 
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usefulness of this information depends upon the Comptroller's 
ability to transform thís information into action. It is 
here that the consultive nature of the comptroller function 
becomes predominate. 

The various formal information systems utilized by 
the financial managers of the Center complex will be discussed 
in the next chapter. The reports generated by these systems 
are guides to the financial wanagers of the activity. The 
value of this information depends upon the ability of the 
Comptroller to translate the data into a form meaningful to 
each individual manager. This basically educational function 
is performed through the day-tceday relationship between the 
Comptroller and the operating managers. The present success 
of this relationship ís the result of the play-back between 
the expressec goals and objectives of the managers and the 
Comptroller's understanding of the financial means to accomplish 


the results desired. 
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CHAPTLR V 
BUDGETING AND FINANCIAL PLANNING 


The annual budget and the financial plan provide the 
coordinative scheme for financial management et the National 
Naval Medical Center. They are the basis upon which the 
Commanding Officer performs his functions as a coordinator 
of the programs and activities of the Command. The Comptroller, 
as the Commander's agent, uses thia documentation of the Command 
objectives as the point-of-control over the financial affairs 
of the command, While the preparation of these documents are 
required by the Bureau of Medicine and Surgery, they are design- 
ed to provide both internal and external management with 
information upon which to base operatina decisions. 

A budget and a financial plan are normally throught 
of as being synonymous. Contrary to this, at the Medical 
Center the financial plan is a direct outgrowth of the budget 
submitted to the Bureau of Medicine and Surgery. Navy medical 
department activities do not participate directly in the 


national budget process below the Bureau level. Program and 





L 
pinanctat Management Handbook, (NavMed P-5020), 
Comptroller Division, Bureau of Medicine end Surgery, Department 


of the Navy, Washington, D. Co, 1961, Chapter 1, Parts 2 and 3, 
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budget planning are performed at the burqau level based upon 
the continuing data generated through the information system. 
The field activity perticipation in the budget process, beyond 
the normal generation of reports, commences in the preliminary 
execution phase. In May of each year the Bureau requests that 
field activities submit their proposed budgets for the fiscal 
year to commence two months later. Normally, the annual 
military appropriations have not been passed by Congress at 
this time but preliminary sketching of allotaents is possible 
in anticipation of the likely amounts to be granted. Upon 
the receipt of the appointment, normally in July, these 
preliminary outlines of allotments are translated into the 
actual allotaents that are awarded to the activities. The 
budget process at the Center Command is based upon the estimate 
of requirements to accomplish the programs and activities 
specified for the Command by the Bureau of Medicine and Sure 
gery. It is through this specification of responsibilities 
that the budget planning of the Command and the Jureau are 
linked even though the two budget processes are separate and 
à year apart. 

The foraal budget procesa at the Center commences with 
a latter from the Commanding Officer to the programs managers 
outlining the format and content of the astimate of budgetary 
requirement to be submitted by them te the command. Informally 
the Programs Managers have been accumulating the data necessary 


to submit their requirement on a continuing basis. The Center 
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Commander requires that equipment programming by subordinate 
commanderg be a continuing process throughout the year 30 
that at the time of budget submission the information provided 
will refleet a well considered program of equipment recuire- 
ment.” Depending upon the organization, the Program Manager, 
may, or may not, have their various departments or activities, 
actively participate in the estimation process. Appendix D 
is a sample of the notice issued by the Center Commander 
directing the method of submission of budget estimates. 
Usually this Notice is issued the February before the commence- 
ment of the fiscal year apon which the budget is to be based. 
The Notice does not specify a date when the estimates are to 
be submitted but provides for its readiness upon call. 

The Comptroller and his staff work actively with the 
Program Managers and their subordinates in the collection 
and estimation of specific requirements to Le included in 
their budget 071 The Comptroller, even at this point, 
is engaged in coordinating of requirements cf the various 
activities on a preliminary and advisory basis. The actual, 
and formal coordination is performed through the means of the 
Budget Advisory Council. The council, appointed by the 


Commanding Officer, meets upon formal submission of the 


estimates to assist in the decisions necessary to prepare the 





2 
National Naval Medical Center, Bethesda, Mie; 
Instruction 4235.2, dated ll January 1961. 
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6 ا 
budget letter to be submitted by the Command to the Bureau,‏ 
In preparation for the council maatín; the Comptroller‏ 
collates the various estimates and formally presents to tho‏ 
Advisors the proposals and any addítional pertinent data‏ 
that is available. The council's position on the b5udpot Ís‏ 
then prepared by the Comptroller for the Commanding Officer's‏ 
approval, possible modification, and submission to the Bureau,‏ 
As indicated in Appendix D, the budget estimates are‏ 
submitted by categories of requirements antícipated to be‏ 
included in the bureau request for estimates, Informally,‏ 
guidelines can be obtained from the Bureau on a tentative‏ 
basis and usually are, As a perusal of Appendix D indicates,‏ 
the format of the estimates are alone object lines with special‏ 
catecories separated to follow the funding practices of the‏ 
Bureau of Medicine and Surgery. In addition requirements are‏ 
broken down by the component commands and guarterly periods.‏ 
Upon receipt of the fund authorization by the Command‏ 
from the Bureau of Medicine and Surgery the council meets‏ 
again to adjust the Budget to the funds that have been allotted.‏ 
The original collation of tha budget estimates was a process of‏ 
translating programs and activities into fund requirements.‏ 


The process is nov, essentially, raversed into translating 





3 
Commanding Officer, National Naval Medical Center, 


Bethesda, ۳1۵۰ letter dated 1 March 1962, Serial Number 
10700; Subject: Appointment of the Budget Advisory Council, 
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funds provided into programs and activities. Quite often 
the programs and activities of the Command as spelled out 
in the mission of the organization are not consídered to 
have been fully funded, In the case of equípment items that 
are funded separate from the operating portion of the allotment 
the mandate of the Bureau is obvious; in other categories the 
intent, if any, of the bureau is less obvious, and it requires 
considerable soul-searching on the part of the Council to 
present an operating plan to the Commanding Officer. 

This operating plan, is formally known as the 
"financial plan." It is preared by the Comptroller, based 
upon the deliberations of the Advisory Council. When approved 
by the Commanding Officer it serves the whole command as a 
guideline for that year's operationa, The Plan breaks down 
the allotted funds into segments to be awarded to the Program 
Managers as target allowances, Each program is further gube 
divided into fixed and variable expenses and, where applicable, 
estimated reimbursables are indicate: as deductions fros total. 
A copy of the Plan and any subsequent modifications are sub- 
mitted to the bureau. The bureau specifies tnat modifications 
ef the plan should not destroy the identity of the original 
plan as it provides the basis for comparison of planned 


performance against actual performance." In addition, it is 





5 
Financial Management Handbook, p. l-2-1, 
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48 
subject to review by the Navy Comptroller Area Audit Office 
when the Command is audited. 

As will be discussed in the next chapter the financial 
plan is the basis upon which reports to Program Managers are 
submitted. Internal to the Command it is the basis upon which 
variance from planned is determined and, as such, it provides 
the Commanding Officer with a measure of control over sub- 
ordinate activities on an on-going basis. In addition, 
quarterly, a Financial Performance Report is submitted by the 
Command to the Dureau of Medicine and Surgery. 5 The format 
of this report is comparabie to that of the financial plan 
previously submitted, and it provides the Bureau with management 
and planning information. Included in this report are per- 
formance indicators such ag total personnel on board, dally 
average patient census, number of work orders processed, ete.” 

The comprehensiveness of this report makeg it valuable 
to the Command, but it does not provide a substitution for the 
daily and weekly information necessary to properly manage the 
activity. It is significant to local management as a measure 
of performance as compared to other activities of a similar 
nature required to report in a like manner to the Bureau. 


Annually the Command is provided with & copy of the portions 








Ibid. 
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Ibid., Po 250-1. 
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49 
of the Navy Program Progress Reports to be submitted to the 
Secretary of the Navy that pertain to Navy medical care. 
While the various different commands cannot be considered 
as comparable because of local conditions it does provide 


some insight into trends that are developing. 
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CHAPTER VI 
REPORTING SYSTEMS 


Before attempting to detail the reporting systems 
utilized by the Command in financial manajyement of the activity 
it might be well to outline the command organization for 
financial management utilized by the Fropraw Managers. Linking 
program management largely to the command structure (the 
exception is the Maintenance Department of the Canter Command-- 
the Head of which is essentially a Program Manager) provides 
a ready made organization for financial management. The 
department heads within each component command are responsible 
to their respective commanding officers for the fiscal related 
activities of their segment of the organization, Coordination 
of these fiscal activities is provided by a Fiscal Liaison 
Officer appointed within the separate command. Depending 
upon the size of the component organization, the responsibili- 
ties assigned to the liaison officer may be either a primary 
duty or a collateral assignment. Besides coordinating the 
internal requirements of the component unit he provides day-to- 
day working liaison between his orsanization and the Office 
of the Comptroller. 

Each command has its own method for controlling the 
spending of target funds. In most cases the fiscal liaison 
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81 
officer operates within a monetary limitation or other policy 
directive imposed by the activity. Within this «authority 
the liaison officer may approve material or service requests 
that impose a financial obligation upon the Program Manager's 
target allowance. The liaison officer, in addition, coordinates 
the budget activities of his command and acts as a staf 
advisor to hís commanding officer in fiscal matters. Because 
of the decentralized nature of the Center Command the fiscal 
liaison officer ects in respect tu his command, much as the 
Comptroller and the Head of the Fiscal anc Supply Lepartment 
of the Center do to the Center Commander. 

At present plans are being formulated to formally 
increase the responsibility of the department heads of the 
various commands for the financial management of their activi- 
ties. This in effect creates sgubtargeting of funds within the 
program manayger's target allowance. This further decentraliza- 
tion of responsibility for financial manazvenent will bring the 
reported oxpendíture of funds closer to the actual application 
of resources. Of course this will not relieve the program 
managers of their direct responsibility to the Center Commander 
for the proper manayetent of targeted funds. 

The direct link between the Comptroller anc the Program 
Managers is provided by a weekly report of status of targeted 
funds, This report is a by-product of the Integrated Cost 
Reporting System that provides posting advice for allotment 


aná cost accounting. As submitted to the Program Manager it 
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52 
provides up-to-date information on the balance of funds 
remaining after deduction for commitments. The Comptroller 
provides comment in writing or verbally as necessary to point- 
up the significance of the data to the Program Manager. This 
report also provides the Comptroller with the information 
necessary to apprise the Center Commander of the activities 
of his Program Managers, 

On a monthly basis the Propren Manager ís provided 
with a report of Gross Oblipations to date for his activity. 
In addition each designated department head of the Program 
Manager's activity is provided with a similar report for his 
individual department, This report segregates obligations 
by object classes ant is broken down into activities of the 
particular department. Again, this report is a by-product of 
the Integrated Cost Reporting System designed for Medical 
Department activities. 

Another collateral report produced by the Integrated 
Cost Reporting System and provided to the Program Managers 
ie a monthly report of job order costs attributable to the 
manager's activity. This report is an outgrowth of the 
Controlled Maintenance Program at the Medical Center and is 
but one aspect of the financial information to manacement 
provided by the Program. It also allows management to request 
maintenance work based upon an estimate of the cost likely to 
result, For the Comptroller's purposes the Controlled 


Maintenance Program algo provides a monthly statiatical 
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report on the efficiency of the Public Works Department and 
a consolidated Cost Distribution report. 

These ave only a few of the reports available to the 
Center Commander, Comptroller, and the Program Managers and 
their subordinates. The major criticism that I could find 
was the inebility of the Program Managers to assimilate and 
comprehend the data that was being provided. I believe the 
solution to this difficulty is twofold: on the one hand it 
might be feasible to provide the Program Manarer with informa- 
tion on problem situations only; in turn it would be necessary 
to reinforce the Fiscal Liaison Officer's ability to truly act 
au advisor and apent for the Program Manager in the day-to-day 
eperation of the activity. It would be the Comptroller's 
responsibility to design a “manavement by exception" reporting 
system that would meet the requirements of each individual 
Program Manager. Much of the design of such a system would 
depend upon the personalities and individual differences 
involved. The development of the fiscal liaison officer's 
advisory responsibilities depends upon the individual command- 
en's ability to recognize the naed for an agent who can act 
for him in the day-to-day affaires of his organization. I 
believe the Comptroller could prompt this recognition through 
his dealings with the Program Managers. It may not be feasible 
but the worthwhileness of the liaison officers might be 


increased if he could more directly participate in the 
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activities of the Budget Advisory Couneil. 

The Command feels itself open to criticism for 
eetablighing an organization for financial management parallel 
to the line organization. I believe this criticism would ba 
unjustified in light of the actual situation that exists. The 
eriteria for decentralization of comptroller functions that 
are well accepted at the present time are the size of the 
organization ana the distance of the subordinate facilities 
from the home office.+ Although the size of the organization 
might be considered a factor at the National Naval Medical 
Center what ene may consider as even a more important factor 
ruling for some decentralization of the advisory function is 
the high degree of professionalism that exists in the organiza- 
tion, The decentralization of finarcial management responsíi- 
bilities to management oriented subordinates is an effective 
provision of supportive service to the professional arm of the 


Command. 





tte A. Sinon, liarold Guetzkon, G. Kozmetsky, and 
G. Tyndali, Centralization vs. Decentralixation in Orgenízin 


the Controller's Department, (Xesearch Report prepare or 
the Controllership سا یں‎ Ince, New York: 1954). 
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CHAPTLR VII 


A 89089۸87 EVALUATION QF Ti! 


COMP*TROLLIR ١ LION 


Appendix L, an excerpt from the Pureau of Navel 
Personnel training manual, Financial Management in the Navy, 
provides a listing of the specific duties normally assiyned 


1 The comprehensiveness 


to the Navy field activity comptroller. 
of this listing provides a benchmark for the evaluation of the 
range of the Comptroller functions at the "avv Medical Center. 
This is not to say that the failure to Include all of the 
functions liste! indicates that à particular field activity 

is derelict ín the performance of its financial mana;emernt 
responsibilities, ner does the inclusion of other duties in 

the comptroller function indicate an inordinate broadening 

of his responsibilities. The Jesi«cn of the comptroller function 
at a field activity hinges upon the peculiarities cf the 
organization an.) its mission. 

The specific duties listed in the training publication 
are broken down into four categories: station hudgetinp, 
station program performance analysis, statíon accounting and 
disbursing, and station internal review. The area of station 
accounting and disbursing can be immediately eliminated from 
consideration--these functions are performed within the Fiscal 
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56 
and Supply organization at the Medical Center. while one 
might be accused of being a member of the group that advocates 
placing the comptroller in an “ivory tower,” it is believed 
that the comptroller can better perform his staff advisory 
function if he is relieved of as much internal line responsi- 
bility as possible. it is also much easier to monitor an on- 
going accounting systew when the reviewer is not a mesber of 
the organization responsible for the operation of the system. 

An overall evaluation of the first group of functions, 
station budgeting, reveals a considerable correlation between 
the functions described as normally conducted by the comptroller 
and those actually performed by the Comptroller at the Medical 
Center. One noticeable exception that threads through various 
of the functional areas described, is the matter of workload 
statistics and unit-cost criteria review and analysis. In 
Chapter IV of this report the problems surrounding the 
development of workload statistics are discussed. The Comptrol- 
ler at the Medical Center recognizes the problem and is actively 
engaged, in cooperation with the Sureau of Medicine and Surgery, 
in analyzing the requirements for unit-cost at a medical 
facility. Traditionally, costs have been hinged to patient 
day or out-patient visit. This is not a sufficient measure of 
performance because of the diversity of costs associated with 
particular diseases. The development of valid workload factors 
is an attainable goal, and it is through the concentration upon 
comptrollership concepts in the financial management of our 


medical facilities that these measurable factors will be 
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developed. 

Another area in this seme grouping of comptrollership 
functions, and one that is related to the problem of unit 
cost factors, that is not fully developed st the Medical 
Center, is the matter of developing alternative financial 
plans in anticipation of changing workload or financial support. 
The anticipation of disease in a fixed population is a very 
nebulous matter, but this is only of short-run concern. The 
anticipation of changes in population being supported is 
another matter; luckily the degree of support required has 
been fairly constant and does not fluctuate in a manner 
familiar to a shipyard or other naval support facility. The 
Comptroller of course is aware of the possibility of fluctua- 
tion in workload and is responsive to the minor shifts that 
do occur; however, the formal preparation of alternative 
financial plans is not a consideration at the Medical Center. 

In the second category of functions, station program 
performance analysis, the same problem of developing workload 
statistics is involved. The development of collectinz systens 
for collection of workload data is performed to the extent 
that this data is meaningful to management, Again, the full 
development of collecting and integrating systems is dependent 
upon the development of meaningful cost criteria, In one area 
of cost information the collecting and integrating process is 
highly developed--that of the Controlled Maintenance program, 


discussed in Chapter VI. 
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The final function listed in the second category, 
as shown in Appendix F, is not a responsibility of the Medical 
Center Comptroller. The work measurement program is a respon- 
sibility of the Mead of the Data Systems Division in his 
collateral duty as Special Assistant to the Office of the 
Commanding Officer in matters pertaining to increasing manege- 
ment efficiency. That this function should be a function of 
the Comptroller could be discussed because of its relationship 
to financial management; however, it is beyond the scope of 
this report. There ia an excellent working relationship between 
the Comptroller and the Data Syatems Division that has benefit- 
ted the control processes at the command. 

In the final category, station internal review, the 
functions listed are fully implemented within the Coaptroller 
organization. As discuased in Chapter IV, it is in this area 
that the fullest development of the comptroller function has 
taken place. It ise believed that the management of the 
Command should reflect upon the direction in which they wish 
the function of operational audit to move. The author was 
unable to determine the command objectives ín the area of 
"raintenance of organizations” other than to note the decen- 
tralization of the work Improvement Program as a subordinata 


command responsíbility.? In order for the Comptroller to 





I National Naval Medical Center, Bethesda, Marylanc; 
Instruction 5202.1 dated 31 January 1961; Subject: Work 
Improvement Program. 
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effectively become a motivatiny force within the organization 
there must be an cperative internal structure within the 
command that can take coordinative action upon his recommenda- 
tions. 

Another observation, noted in Chapter VI, that should 
be pointed up in this summary evaluation, is the matter of the 
status of the financial liaison function within the subordinate 
commands, The day-to-day fínancial management functions of 
the Command are performed throughout the organization. The 
link between the Comptroller organization and these functions 
is through the Liaison Officers. It would appear that the 
strengthening of the formal responsibilities of these supportive 
units would add and not detract from the comptroller function 
itself. An auxiliary benefit, and one that is within the 
mission of the Canter and subordinate commands, is the oppor- 
tunity that the liaison function provides for the treining 
of junior officers in the tasks of financial management. 

The author believes that these two observations con- 
cerning the fiscal liaíson function and the operational audit 
function bring out the essentially formal nature of organization 
that exists in the relationship of the Comptroller to the 
Center complex. The concept of comptrollership is new to the 
organisation and there has been insufficient time for informal 
relationships to solidify. This provides an excellent oppor- 
tunity for thought to be given to the horizontal organizational 


linka which will be most beneficial to effective financial 
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60 
management, Figure I, page 61, graphically presents a concept 
of vertical aná horizontal relationship of the comptroller 
function, as it is eatablished at the Medical Center, to the 
total Center complex. The vertical relationship is essentially 
as described in this report and is based upon the fermal organi- 
zation as it now stands. The horizontal relationship, which 
usually is noted to provide the day-to-day operation of every 
function, is only in its rudimentary form at the Center because 
of the newnesn of the comptroller function, The author places 
the management audit function in this horizontal sphere because 
of the essential requirement that the function cross depart- 
mental and command lines, While the writer advocates a 
decentralization of the fiscal liaison function, he believes 
that the management audit function should be centralized. 
Again, no specific recoanendations have been made as to what 
manner this should be accomplished. The concern cf the compt- 
roller in these matters of horizontal relationships ie obvious. 
In order to provide an effective advisory function to manage- 
ment through the líaison arrangement, the review function must 
have some constructive outlet to the total organization. In 
turn, the tailoring of managesent systexs and procedures 
through the operational audit function provides the means for 
more efficient financial operatione-a prime responsibility of 
fiscal liaison. The Comptroller is the link in this particular 
aspect of the horizontal organization. 


With these specific observations noted, it is time to 
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62 
turn to an overall look at the influence which comptrollership 
has had upon the organization, It cannot be said that there 
is any dramatic evidence of the inpact of conptrollershij upon 
the financial management of the National Naval Medical Center. 
Effective financial management has been the goal of Navy 
medical administration for many yeara, and it will continue 
to be a goal at those activitiea which, because of size or 
organizational arrangement, are unable to support a formal 
comptroller organization. what is noticeable at the Medical 
Center is a new concentration upon the problems of financial 
management. The institution of a comptroller organization 
within the Center Command hes broadenec the financial manage- 
ment function. There is an attitude of greater participation 
in the financial problems of the Command by all echelons of 
the organization. Comptrollership has allowed a concentration 
upon the communicative aspects of financial management. 
External reporting requirements no longer raceive the major 
emphasis from management, but a new concern hes developed 
over the practical value of financial reports and analyses 
for internal use. Financial wanagement, in the past, has 
often been the sole concarn of two or three individuals in 
the naval hospital organization--a concern with getting suffi- 
cient monies to support the operations of the command. 
Comptrollerahip at the Medical Center has increased the exphas- 
is upon more efficient use of the funds received by obtaining 


the cooperation and assiutance of operating personnel. 
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There is a continuing necessity for the Comptroller 
to indoctrinate managoment as to the value of conptrollership 
to the organization, This will be a never ending process--one 
which depends upon the recognition of the individual manager 
that his tasks can be accomplished more efficiently and 
effectively through use of the concepts of financial management. 
The Comptroller must remain aware of the overall operation of 
the command and the problems of the individual managers so 
that assistance can he offered rather than wait for assistance 


to be requastad. 






nr 
وله سام‎ — —— — o! 
Qi... ٠۰ سے اب‎ 
——— £m De i 

Ape (Cm) به و ور‎ | 
i (A 1 
- - 



























= " < ۱ Toa | 
de = E 
سنا‎ 


aa. 
- 












| 4 
SELLE 
۲ ys 
b s 
=< 
E 
— M 





6% 


BUMED=% 6 
29 Mar 1962 


From: Chief, Bureau of Medicine and Surgery 
Tot Commanding Officer, National Naval Medical Center, 
bethesda, Maryland 


Subj: Establishment of Comptroller Organization at NNMC, 
Bethesda on a trial basis 


Refs (a) MNMC ltr WNMC-C-U6~emc, 5400, Ser 6130 of 15 Feb 1962 
(b) BUAER Instruction 5451.115 of 10 May 1957 
(o) OPNAV Instruction $450.61 of 11 June 9 


1. The Bureau is in agreement with the proposal contained in 
reference (a) for the establishment of a Comptroller Organizatio 
at the National Naval Medical Center on a trial basís for a 

one year period. 


2. It is considered that the maximum potential is not likely 
to be realized from the basic functiona of comptrollership 
unless formally organized at certain activities. Experiences 
of other Bureaus and offices have substantiated this impreasion 
in recent years at installations where the scope of operations 
and financial management problems are less complex than at 

NAMC and certain other BuMed activities. The criteria for 
deteraining need for a formal Comptroller organization at 

Naval Stations and at Naval Aeronautical Shore Activities, 
references (b) and (c), have proved to be sound. 


3. The installation of the Comptroller concept at NNMC for a 
period of one year is approved and should assist this Bureau 

in a determination of policy applicable to all ite managed 
activities. The prime criterion should be the development of 

a fully coordinated staff service to assist the Commanding 
Officer in the efficient, economical and timely attainment of 
assigned missions. In addition to more effective use of 
resources by NNMC, it is anticipated that there may be economies 
in the resources and staff now devoted to fiscal and supply 
operations throughout the command. 


4, The initiative demonstrated by your request is appreciated. 
Collaboration by this Bureau in the program, tco the extent 
indicated by your Command, is desirable. 


E. C. KENNEY 
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LISTING OF SPECIFIC DUTIES NORMALLY ASSIGNED 

TO FIELD ACTIVITY COMPTROLLERS AS CONTAINED 

IN THE NAVY TRAINING PUBLICATION, FINANCIAL 
MANAGEMENT IN THE NAVY. 


STATION BUDGETING: 
In the area of budgeting, the local comptroller: 


1. Serves as advisor to the commanding officer, executive 
officer, budget or planning board, department heads, and other 
levels of management on budgetary policy and planning matters. 


2, Reviews and analyzes planned personnel and workload 
to coordinate these items with financial estimates. 


3. Develops financial estimates for the operation, 
maintenance, and improvement of the station from an overall 
standpoint, and, in relation to its assigned mission, 
emphasizes continuity from year to year and balance among 
work programs, functions, and departments. 


Develops alternative financial plans for possible‏ .لا 
variations in workload and financial support.‏ 


S. Analyzes the effect on financial and manpower require- 
ments of proposed changes in station organization, mission, 
or tasks, und as appropriate, recommends changes in funds 
and manpower allocations. 


6. Develops forms and general guidelines for submission 
of budget estimates by station department heads, 


7. Coordinates the various phases of estimate preparation 
to ensure compliance with basic policy, adherence to approved 
program plans, coverage of all functional areas requiring 
funding, and maintenance of established time schedules. 


8, Reviews department budget submissions for validity 
of back-up data aná overall balance among dollars, personnel, 
facilities, and workload; consolidates department submissions 
into an overall station budget; and recommends to tha command- 
ing officer approval, revision, or disapproval of individual 
itens included in the consolidated budget. 





*Excerpts from the publication Financial Management 
in the Navy, (NavPers 10752-A); Prepared by the Bureau of 
Hava ersonnel, Navy Department, Washington, D. C., 2nd ed. 
1962, pp. 28-30. 
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9. Reviews and analyzes unit-cost criteria used in 
developing financial requirements in relation to planned 
workload, 


10, Directs preparation of exhibits, including charts, 
graphs, and other visual presentations, to support the budget, 
and prepares the budget in final form for submission to higher 
authority. 


11, Assists the commanding officer in justifying the 
station budget before higher reviewing authorities. 


12. Recommends to the commanding officer initiel and 
revised allocations of funds and civilian personnel ceílings 
to statíon departments, based upon workload, planned programas, 
and work measurement statistics. 


13, Prepared general instructions for determining the 
propriety of charges to various station funds. 


14, Determines applicability cf station funds to the 
various work projects. 


STATION PROGRAM PERFORMANCE ANALYSIS? 


In carrying out his responsibilities for program 
performance analysis, the station comptroller: 


i. Develops and recommends reporting systems for collect- 
ing and integrating cost and work measurement (workload and 
&anehour) data to facilitate staff analyses of the effective- 
ness of fund, material, and manpower utilization in performance 
of the station mission. 


2, Examines workload, cost, and personnel utilization 
trends, analyzing variances from plans; and recommends 
remedial action, as appropriate, when variances are excessive. 


3. Initiates plans for controlling commitment and obliga- 
tion, of station funds; and recommends appropriate internal 
reports to show rate of progress in utilization of funds. 


u, Reviews rates of commitment and obligation of station 
allotments and suballotments or departments! planning 
authorizations, highlighting problem areas. 


5. Prepares, for distribution to top station management, 
charts, graphs, anc other recurring progress reports reflecting 
the status of major programs; and highlights problem areas. 
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6, Conducts special studies to determine relationship 
among planned workload, personnel, and facilities, takiny 
into consideration naterial available without charge to 
station funds, 


7. Provides a central review and coordination point for 
data and reports concerning financial management, personnel 
utilization, station performance (related to man-hour or 
dollar planning estimates, or to standards) and work 
measurement. 


Ü. Monitors operation of the management bureau's work 
measurement program (where there is such a program) and 
prepares summary work measurement reports both for station 
use end for submission to the bureau. 


STATION ACCOUNTING AND DISBURSING: 


In tha area of accounting and disbursing, the 
comptroller of a field activity: 


1. Maintains official accounting ledgers and supporting 
subsidiary records covering commitment, obligation, and 
expenditure cf all funds made available to the station. 


2. Conducts or provides technical supervision over 
timekeeping operations throughout the station. 


3. Maintains plant property accountability records and 
supervises and coordinates the taking of physical inventories 
of plant property. 

Y. HNainteains dollar accountability records for inventories 
of material, equipment, and supplies carried in the stores 
account, 

6. Maintains civilian pay, leave, and retirement records. 

5. Preparas and paya civilian payrolls. 


7, When euthorized, pays militàáry payrolls and public 
vouchers, and issues savings bonds. 


8, Compiles fob order and other accounting data, 


9. Prepares and submits to station management and 
higher authority required accounting and financial reports, 


iU. Perforus such other duties az may be prescribed in 
the Navy Comptroller Manual for a fiscal officer or division. 
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STATION INTERNAL REVIL#: 


At installations where the internal review function 
ís not cf sufficient magnitude to warrant a separate staff, 
the comptroller performs this function, In doing so he: 


1, Performs special analyses in comptroller areas and 
renders assistance ín correcting any deficiencies revealed 
by formal audits, reports analyses, observation, or other means. 


2. Conducts studies for the purpose of improving current 
local systems and procedures; aakes recommendations to 
appropriate officials concerning those; develops new systems 
and procedures as necessary to improve station financial 
management, and assists in their installation. This duty 
includes adapting to local situations prescribed bureau and 
NavCompt procedures, 


3, Develops and supervises programs for internal accounting 
control, including programs for administrative spot verification 
of labor and material distribution and other accounting trans- 
actions as necessary, 


Y. Provides, as necessary, for reconciliation of 
interrelated records maintained in station departaents, 


S. Assists in conducting audits of station nonappropriated 
funds. 


6. Coordinates preparation, review, and maintenance of 
station and comptroller department instructions on financial 
manazement and recommends changes thereto, 
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